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mcms@ FOR THE
RAPID_TRANSMITTAL OF INFORMATION REPORTS AND CUSTOMER REACTICHS

{NOTE: This i{s an abbreviated version ¢f the
complete 3Z2-page propossl: 1t was prepered
ror DD/I use.)

?Eeﬁm?ﬁib}ﬁ@

The protlem faced by the Agency Planning Group in the routine icv-
tellipener field comes under three headings:

fn. Spesi of j;:rme:ming, ta.king advanfage of new techm%low;

b.  Quelity of reporting, di%mss:!.ng submerginal Information =~ and
sources ~- &t the sarliest pwaibil@ stage;

c. Tailor-mede dissemination to keep anzlysts from being flooded
with materials not pertipent to t?:air work.

These facets are interreleted. Irocessing delays in getting reporis
to customers breed additicnal d.eﬁ;fs in getiing resctions and evalustions
%6 the collectors. The half«-lifei of information is short; loss of interest
in it due to time lag produces lack of interest in iuproving the source's
proadaction.

1f we ere able ﬂignificantlyi to cut the number of processing stepe
and thelr aggregate time, users w‘i_u etter recognize thelr own iatersst
in farniehing feedback to the csﬁe«:t@r. Collectors wlll appreciate thils
timely lnterest in their operstions; and case officers and scources sl ike
will e encoursged by the specd uilfh which thelr meterisl wse bardled, and
the interest Washington bes taken in it.

Speed srd quelity are parﬁléxl&rly clasely intamvan' in the fis=id
of marginel or sabmerginal mportiagu If users can let the collector
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know quiekly th&t ‘certain mt@riaies ore valuecless, aoperations can be
effactively re=iirreted cr sta;:peiﬁ, freging field nanpower 0y wore Ccoli~
structive enterpriges. - Jf the df;n:cmary of lack of velue is cléla,ye@., oL
not commnicated, operaticns go on indefinitely, producing nothing, and
the Agency's best asset, iis profaaﬁigmal menpover, remizing tied up in
shem. | |
Tn late 1958 %he DCI appain‘&*«i & plennicg group, representing sil
elements of the Agency ceoucerned , to racoumend & cowmanications and va-
porting system for CIA whieh smu};‘a vesult in 2 speedier end nore effinisnt
flow of reports to the using analystie. The propossl below Las been Ia-
veloped by menbers of this plannﬁﬁg group. 1t is designed %o cover =
fairly limiﬁefl number of CIA repq:"te in the zarly stages of its opemfm-‘
tiona. It is i:.lso degigned, howévex ,' to be expanded to cover a larger
percentage of CIA reports end ;mési%u}.y even the reports of other indslli-
gence agencies if operating ex;rari ence proves thel these steps may be

desirable.

The Need for a More Expediticus System of Reporting

As & result of recommendations mede by the President's Board of
Comsultants on Foreign Im;ellé;‘,gen;ee Activities {the Hull C&mnittae) s bhe
President hes ﬁ.imcted thé' ir.i:el};:i gence comuunity to establiish a sysien |
for the repcer&ing of oritiecal inﬁelligenea wi thin speeds spproaching tm}

minutes. syctem hag heen descignad to ueet this gpeclific

afyatam, howevsr, thie Critical Communice-
tions Committee advanced, and the USIB approved, the view thet Zor eny
system of mp@ing of critical intelligence to schieve mexinum efficlency,
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it waa ensenfziil that there be azg; increase& flow of more timely beckground
data ogainst which to assess :M'et@ of eritiesl intelligence.

Tn view of the emerging cs,péxnty of the Soviet Unicn in the fieid

RS

of guided missilea and the generﬂ speed~up in the field of waspons sad

e

communicat i:ms, the DD/T has set ia 8 gogl the establishment of a report-
ing system -m the intelligence cqmwnity which will get substentislly sil

intelligence infomtion t0 the malym within twem y=four hmx.m afbur

s 1

the pmw*atiop of tha report in ihe field. {commrnications end other

R,

mechanical tezhnigues are auf?f icﬁmtlf sdvancad to nake this o feasilie

goal.

- Before desmlanmg 8 system ﬂsat; ean iaciode the reporting of the

BELTE

entire inte;.ligance cammunity, 16 is necessary that CIA develop a sysiem
for its own re‘pcrting that wi...l ng;vvez toverd iie achisvement of the
twenty~-four hom: geal. The expeﬁi ence gained end iha techniques devised
in the uevelopaent of this 1n’cerqal systen might well provide the vasis
*’o:r' a rapid system encompes.ssing é"a reneinder of the intelligence

eormmunity .

At the prfeaen‘-b tim'infomﬁon is received by intelligence enslysis

over an extendeei period of time iﬁar the event heing reported. Sons

il

information ia received ic a matér cf kours or 6&;‘» fror the FBIS ard
the csbled regbz*ta of other repo:!t:ing agencloa, nmuding the Ciandestine

Services of CIa The bulk of fhe: informatio:, hcmw is mceived in

RN

dispateh or r@ort ferm ovar sevg al wecks o monthz following. For

exampfe Lmnia&time Services pmstngd reports , according %o & recent

T 3¢ 1

two=dny smxpl% reach the anmysé desks ca an a@eme of Sh daya after
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their aeqaj.zsi%ion in the fielc. A schematic chart of the present and

the desived p;fatt@rna of the receﬁ.pt of reports w’ anglysta ;%?Qilows,

Syncpsis of tge Froposel ‘ 25X1A2g

-

The cﬁyeli of the proposed @stem consiets of the followling elesante:

a- Reports are typed et the Tield station _ on & Flaxo-

writer with a.t t;ape by-product.

et mﬂmwh—amumn

b After mechanieal encryﬁing, tape is forvwarded to Fecdguarters
by wmcccmpanied pouch or, as m&eé squipnent be-mmes avallable, by

‘glactrieal maans .

DA

: N
e. Aftar mechaaical dencxmmg at the Headquarters Signal Center,

clear text ta.pe is furnishad the Csble Secretariat.

S vuﬂwmwr

25X1A2gpd. Oo a twin of ihe input ?lexwr:lter ; the clear text. tape 1g auto-

A

mticall,ly typed a.xﬁ carbons furnished to the action desk.
e. An OSR document a.ng.;t;,rstf assigred to the Cable S@crmiat pleces
eppropriate ISC codes on the mat, together with ap indicsticn of the dib-

semination no’rmlly acccmplishe&g by OCR. Simltabeously, the action desk

raviews 1tsg copi,es, adding agprc!wiam relense mné dissevdvetion instrue-

tions and nmki.xg minor correctiqm. A ccaplated copy is returned to the

25X1A2

then xun"off i‘cer extarnal and Iéarnal digtrivution by meseenger or alzc-

Cable Secre ta;_-iat .

f. The mlly ISC coded, r@faaseﬁ, corrected, and

ey

tricsl tmmiaaicm .

o

{eez Attachuent A} ere i111ed in by

i ﬁm AR

8- I:xitial Reection Sheex.

analysts with substentive int er@ﬁa, and returned within three working
days to OCR.

P

| S
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. The ﬁa shine Branch of C?i proceases incoming Initlal Feastlion

Sheets on pumﬁ"m zarde.  Lisss qt Requlrangnte ere procsssed In the sone

%

st

AN . &eproﬁme«i decks of ‘r.zmﬁe cardz go to the Pachine Dranch of RID,
oR/F.
i. OCR mrnisxh@n /1 mreg‘m disgenmiraticn and docurent processing
offices with apgxmpriat&l; ot%mg # tabuletlons of ansiysts’ reacticas to
ciiuimnim iom they have mce,mc% {pestion 1), axd listes of I60 coding
proposed by snpiyete which wea nq't foregeen in the initisl coling prodess
fQuestion 8. : ﬁ

3o Men m&m, the Machine Ex&mh in the C& baw punshed cords of sther
information, such as repost numb@m piclects . pouvess, origiceting ota-
Lions, appmiaﬂ sub oot abo. ’;{fmm renglipt of Ghe cards wode from nitisl
Reseotion Sheats, It provergesn ﬁbsﬁa@ for transmigalon of spmeilicsliy perti-

neat tabulasiobe by pouch or %;z'.fe.‘?..xfttxxgne e the Pleld, with copins to the

desks and St;a,f!’a eoncerned o

Mo ARG R

25X1A63RDP612 m@a @999100’02%5 &y *;‘tew =un be progmptly erteblished with the

the whole 8y mu enn ilwn He xkﬂﬁﬁtm. for vee olsewlare wad poarticsulor

featuras epresd out to cover 08 :& rebing across the bosrd.  The igous of

i
vhethey and how t6 apply ihe *ge%z» %0 custumara Lr plher Agencizs cun
“han bhe w&ari:.esdj oo plecentnl.

Thers Is n*x mwmehant e r"umrx why the £ull cyele of reporting o the

1}"

o 3 b, &
fons Lo the £

; mewd take

custoner, and paturn 58 Lninis

i
longer than tef workiog deys, M“i

ooconpanisd poucd la azed, cod lessg {F
tape is trensmitied by electrienl means .

i

e
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The Initlial R&aagtion Bheet

¥hile the form is sel"»u;;lm%. bory, several points should be mede
in support of ‘E

in busig‘xew, zroiumee of pepe, cper %ional antivity, mumber of reports,

Every degmi{tmeut of ’r.}_ Age,:u'g has ezperiensed a steady lreresse
nupber of cabiie graupa transmitted § ete., every vesr. There appears to
be & stesdy anny &3 grovth o betm,en 10 and 15%. It is the result of
15 yeaxs of 9r€r)gdraatoz"y WoE D nm: & v}_.ng us, fa volums 1€ net o guslity,

, H , .
inereacingly the product we have sought. O the other hand, we have

Lo

reached 'our pwf; In manpowe .

Sommer or i&ter this r)wﬂiﬁt willi eeade to be aeraly anioying.

!
i

Most of us pli:m:é that ve ar2 se overlesded that we cannob take on
anocther plece v;z-f popezr or aiwrbther Pora. Inddividuel components sbtrive

valisntly to ivprove the =f factiw gz of thelr e .m manpover by

regulating th@m?m'wa 8 4% ,},a bhet one rog :*r. or another, hui
the paper flocd aoea not &1 ginm‘q._
The fect ig that all e c,mrm;e: in the z'anjpnrc i businese, frow

%
bor s
!
;
i

!

most serious prohlens Pecle; eac‘x f the ponenty ore viewed; uot as

procursment thr@ b oanalysls, ars ?_x e of & oingle vhole. {Onee the
their &mlu.siv@, individunl "maerﬁ but as pspocte o:?‘ & single large

problen, then nm solutlions of Per themsslvas vhich m;aay tond to be

 pimpler ead me:»r? afPaativa. v:m S m_ nime 20X1A9a

Guiding nf Intelligence Colls cH. §” Studles fv Intelligence, Vai. 3,
Bo. 1, for other aspecte of t:-hvx sspe leougp.

; P s
Let us have the courng: to fage the anmlyst -« o begln with

7=
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within the Agency -~ with cnother form. The payof? will be worth it.
Three aspects of the reporiing problem are cowbined in i%t: <hose of
appropriately limited dissewmination, of edequate ISC coding for later
retrieval, and of a quick expression of interest to sssist the collector.

Only those analysts should be asked to use the form whose "feedback"
will be worth exploiting, i.e. the spscielists concerned with the sube
Ject matter reported; those responsible for writing colleetion reguire-
ments; those vhose work will suffer if informetior is not adequately
retrievable for lack of coding. It stends to reason that their cCoOperae
tion will be quickly rewerded by receipt of fever regorts which are of
no interest to them; by retrieval of filed materisls they need in rescarch:
by more direct and effective contaet with the ccllectors, triggersed by
their responses'dn thé IES.

The analyst has more important business then tc f£ill in forms;
hence the form must be simgle, end cosy to use and moll. We miéht
provide participating anslysts ﬁith bleck forms, spd pre-addressed
envelopes contnining identifying pre-punched cards, to make processing
easy at ell stages.

Punched-card processing of filied-in IR3 Porms should be used for
all reporting derived from it. This will allow us to use the ferm in
a single copy never requiring wenval sorting and distributimﬁ, All
derived products take the form of teilor-made mechine tebulsmticns.

The form a8 it appears in the abtiachment, slthough finished in

appearance, is merely a drelt for discussion ard further refinement.

-8
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Feedback for Coders

Bvery theoretical discussien of ratrileval problems brings cut the
inevitable humen limitations in the ccding process. For a recent review
of this problem, see Peul A. Borel's article "Or Processing Intezlligence
Information,” Studies in Intelligence; Yol. 3; Fo. 1.

Analyets in the Docunent Division are not cmaisclent univeresl
genluses; they are able to assign the apperently essentisl codes, but
they are bound %o overlook, or not to be aware of, angles under which
retrieval might in futuve becoms e@mentﬁalq This is the primsry eviticism
of the preaént library syctem, leveled at it by perscnnel uaing it. The
intellligence subject code, present or revissd, is e splendid instrument,
ugeful exactly to the poiunt to whlich exiers zroperly foresee the hesldinas
under which material mey rced to be recoversd, but no furthex.

The better and more widely known the Tnielligenes Subject Code, the
more it is directly used znd coatributed to by experts in thelr verious
£ields, the batter the retriéval systen. The initiel Reaction Sheet PTO
vides a simple methed of contributlpg to the ccding. Tals presuwes that
the I3C cndss originaelly rsesigned by acaumen% enalyrts are avalileble on
the report for review. Any analyst who receives a copy con bake care of
his own intevrzsts beyond the initial coling by sdding spyroprlste codes
on the form.

Mechunitally, the edditionsl entries will be referrved to ﬁhe.ikm@y--
ment Divisicn in weekly tebulations. Thess will alte the norme of esch

contridubting anelyst, the additioral cedes esch bas proposed, sudl the

-9‘
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report numbers to which these psrtein. They can sppser in docuzent nvaier
cr 120 Code order, or any other desired arrvangenent, for &lscussion with
the propopents if this 13 ipdicated, and integration into the aysiten.

Unce thie feadbeck process has been underway for some tlime, and
gnalysts have becoms used Lo it, it 13 to be hoped thaet they will develop
such confidsnce in the ability of the library -- particulerly as mechanie
zation provides increassingly relisble apd rapid service -~ to ratrieve
what they need, that they will be willing to dispense wlth the bulk of
thelir own paper holdings. Without participeiion in the colding process,

this confidence, we believs, cannoi be established.

Feedback for DMsseminators

RPaekground Papers Nos. 1, 3 aad I, whon reod togethor, spell cut
another cause of dz=lays In processing informmtion reports to ths ulitizate
Agency usar: Tha method, ow in use, of successive dissemipation through
organizetional chsonels, with major distribution to She Office, from thore
to the Branch, from there 4o indiviéuals. Bull preocessing through several
steps 1s inberently Inefficient, when sesn &5 a4 whela, 1ot only in tewmms
of time, bub slso in terus of the pumber of copiles reguired which must be
baped on extrome potential nseds, rather thern specific kuowr neads.

Alternatively. disseminabtlon might bhe schieved within the Agenay,
from & contral point diveetly bto individua® snalyets, on the basie of
their speeiiic raguiremenis, hept upe-toedaiz on & countinuing basie, Wy o

Teedback system suitsble to mechanization.

«10-

il —
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Under such a aysiem, dissemination can toke place by éub,jecté crded
in the I8C, thue taking edvantege of the fact that reports moved by the
\ propossd reporting system will carry pertinent cofee on every copy. cé&eﬁ
requirements, on the one fand, and coled reports on the other, are a pre-
reguisite for any attempt to mechenize the rouline portion of the dissem-
ination process. (Unusual spot requirements would ba hendled cutsidec the
system., )

An analyst®s Stetemert of Reguiremsnis may be derived in the firat
instance by tebuleting his response to Question 1 of the Initial Reacifion
Sheet over a pericd of scue monthe. The tobulation wonld contedn all the
reports he received, and their subjects in terms of the ISC code.
Document snelysts could tianslete this tsbulotion into a tentative Stalte-
nent of Requirements, for vefinement in di,ecmeémn with the anelyst cone
cerned. This would yielé.- the analyst's current Statemsut of Reguiressats
an.vhi.ch digseminations tc him mld be based. Tuis in Surn would be
kept up-tc-date by the cortinmuing feedback of his reactions on the ¥ES.

The experimant in autometic 6lsseminetlon novw uaderway in AFCIN-L
indicntes that much efditionel p&per 13 pumped. inte the mill by the
straight-feced, undiscriminating machine. This ia due to inadequately
spelled out requirements wilch ere adequately usdarstood by tmi.n@d
analysts, but cause hash Yty mochire. A feadback zystem as propoged here --
properly used -- will tend o give the analyst and his supervisor direct
control over tizm volume of informeiion dsliversl to the "In" besket.

'ihe supervisor is an interestsd party in this process becsuse of his
responsib;lity for a proper workloed distributicn to his subordinater.

=lle
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This, in prectice, is & most difficult task; most supsrvisors cerry thelr
ovn workloads, and do not inspect thelr subordinates® "In" bashets et
reguler intervals. Based on the Initlsl Reaction Sheet, supervisors may
receive every weck, or at any othér converient interval, a tabulation by
name of thelr suboxrdinates of the reports they teok in, and their reac-
tions to them. This 18 a tool which might lend iteclf vexy well %o

proper worklosd distribution.

Bffect on Substantive Bvalusticns

The amount of bookkeoping now underdaken in the €S to kesp track
of, individusl jmJeets endd their reporting profuct is very ccoasider-
able. The schenz s outlined heve does not encompens the present
substantive ovaluaticn process, the ivportance of which 18 in no way
affected by it. Io present experisnce, move thar bholfl of the rather
aelaborate Foram 39 cve retwrned by' custorer gm&gam with chock marke
cnly, and no substantive ccaments whatscaever. By diverting these to
the IRS, and by freeing deosk end Eteff psrsomnel of routine bookkeep-
ing chorves, it should be fomsitle to spend move 4ime in perscuel or
telephome copiact with qualified snnlysts to obleln specific aseful
ceoments .

(ne novelty of this ncheme, whick is 2pt to mewi with some eppre-
hensica in ths €3, ccasisis of the &mc*b, anirhinited twe-voy coxmmmi-
cation between the recipionts of iuformetion apd its prodweers. Aa
initial rescticn to the product i zant .rz.ght bock withouds intervention

at the Heedquarters Gesk. This cerries the riek thot the field may act

-32“
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ivdependently on the feedback to stop or redirsct & project, es the cese
may te, withmxt being so directed by the Besdquarters desk. There sre

- two sides to this controversy: we would argus that the (35 heve perccana)
in the figld so competent that we ent:méﬁ them with the conduct of
operations which sometines csrvy consldersble risk; we can rely on them
to discriminnte. Furthsymore, the desk is in & poeitlicn rapldly to =dd
1ts comments to the material cosmmicated to the £is1d, since it receives
& copy simxitanscusly. :

Under the impetus of this system, it ic to be hoped that cubstantive
evalvations wlll be processed to :ft;h@ #1212 with a apest approvimating
that of the Initicl Rescilon system. They now teke on the order of aix
months to resch the fleld from th: deve of the origlnal report. They
are often valuelesz by that tize. "he reasons for shose deleys are for
the moat par‘t machanical and will be sepavciely investigatel end deslt
with.

-13‘
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